' DOCUMENT RESUME

"ED-200120 . .. . HE 013 604

;:AUTHORf : Flnlay, Cheryl Schratzs Crosson; Patricia H. -
" TITLE "Women in Highe ,Educatlon Administration: Status and’
: © Strategies. <

- INSTITUTION imerican Assoc atlon of Unlv. Administrators,

Oneonta, Ne¥.: ERIC Clearlnghouse on Higher
Education,*Washington, D.C.

SPONS AGENCY National Inst. of Education (PDp, Ha:hlngtan, D..._
PUB DATE B1 - ' _ .
NOTE : - 7pe

AVAILABLL ZROM American Association of Unlver51ty Admlnlstrators,
"P+0. Box 536, Oneonta, NY 13820 (3.50).

- JOURNAL CIT Mpinistrator's Update: v2 a3 Wi 1981 e
" EDRS PRICE '-HPOI/PC01 Plus. Postage. ° C
"~ DESCRIPIORS Administrator -Education: #Administrators;

. ABSTRACT

Administrator Selection: Affirmative Action; *College

Administration: Conferences: Decision Making:
_ *Employed Homen, Employment Level; Employment
- L Practices; *Equel Opportunities (Jobs) ; .*Females:.
Higher Education:. Institutes (Training Programs):
Males; National Organizations: Personnel Policy: -
Policy For“'*lon.,Profe551onal Associations:
Promotion (Occupational). Recruitment; Salary Hage
Differentials: *Sex Discrimination: Status:
Horkshops .

!‘

. The status of uomen in higher education.
admlnlstratlon and strategies forincreasing their numbers are

- considered, based on research studies on women and' job structures in
hlgher educatlon, and from information on organizations and programs.
"General observations based on the studies include the following:

f);uonen are underrepresented in major college policy-making positions -
. -;and are clustered in low-level and middle-level stereotyped

aminietrative posrtlon5° the prohlem is especially .severe for
“minority women: women admlnlstratofs are paid less than male . :
.administrators; the structure of the job market in higher education .

o lipits ‘opportunities for women in higher education administration:

fV_and steady-state conditions in colleges’ and universities will

‘jeopardize recent gains for women.-Strategies to improve the

‘eituation may involve national and regional organizational activities

"and .institutional practices and programs. Specific women's
-organizations and councils/caucuses of more broadly based
professional ‘associations that may be of assistance afe briefly .
.‘described,. along with 1nst1tutesw'1nternshlps and other training
pfograms, WOrkshogs, - and COnferences that hdve been developed for

*.uomen administrators.or that are committed to affirmative action. A

_variety of institutional programs and ‘activities, including

~affirmative hiring goals and. training programs: for support personnel f’p
*are 1dent1f1ed. Ind1v1dual 1n1tiat1ves that. uomen admxn;strators can .
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By Chex: *Zchratz leay and Patrleta H. Crosson ) S
.-'Although the number of women administrators in higher education has increased and their status has | Although the number of

improved during the last decade, they have not attained positions and status in proportion to their numbers

" and contributions to colleges and universities. ‘This article explores the status of women in higher education .

_ administration ands suggests strategies for increasing their numbers. It is intended for college and university
- administrative officers and for women interested in advancement to administrative positions. The
_infofmation is drawn from survey data and studies on women in higher education, from studies of job

structures in higher education, and from information on many organizations and programs. Although the

surveys used different institutional populatlons job categories, and other items for companson some
~'general observations can be made. ‘
R Women are underrepreeented in major polley-rnnking positions in eollega and unlversitiee.

-+ In 1977, only 5 pcrcent of the over 2,500 accredited colleges and universities surveyed by the American
-Council on Education were headed by women. Eighty percent of these women weré ieads of small secretarial

colleges; only five public institutions were headed by women (Hall 1977). Two years later, Sandler’s study

found that women college presidents constltuted 6.8 percent of all college presidents in the United Stﬂ'es
(l979) . . .
o’In 1979, 15. percent of over 47,006 membcrs of the gaverning boards of colleges and universities were

" women (Gappa and Uehling 1979). .

. Slxty percent of institutions respondmg to-a survey conducted by the National Assocratlon of State

Universities and Land Grant Colleges had: no women administrators in 1970-71 (Chronicle of Higher

Education 3/1/76). In a different study., Sandler reports that by 1979, l6 percent of all administrative posts
were held by women (1979). )

e While the overall number and percentage of women admxmstrators have. mcreased they, remain

disproportionate by type of institution. Of 18,000 full-time administrators, women held 52 percent of the
administrative positions at women’s colleges: four times greater than the percentage of white women
administrators in all institutions (Van Alstyne and Withers 1977). In most colleges and universities, the top

four administrative positions — president, provost, chief fiscal officer, 2nd dean - are held by men. Nmety- ‘

Tfive percent of college students attend such institutions (Sandler 1979).

2. Women adrninistntou are clustered in low- and middle-ievel stereotyped admlmst*utive _positions.
_All surveys report that women are concentrated in lower level positions — assistant to the dean (or
director), assistant dean (or director), and associate dean (or director) (Sandler 1979) — or in positions that
"“reinforce feminine stereotypes about women’s skills in student counseling and service related occupations™
(Gappa and Uchling 1979, p.46) — head librarian, nursing dean, bookstore manager, registrar, student
financial aid dlrector home economlcs déan, and mformation office dlrector (Van Alstyne and Withers
_l977) ' : ol PR o o

3. 'l’lle problem is espeeially severe for mlnorlty women. L o '
In-1977; of all colleges only two were headed by minority women and only 2 percent of all admlmstratrve
posts were held by, minority women (Hall l977) | _ ,

) \‘{'hﬂryl Schralz Finlay i is Dtrector of Carzer Planmng and Placement at Pomt Park College, Pittsburgh, Pa.
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4. Women administrators are paid less than mnle admlnlstntors - e

Women, both whiteand mmonty, are pald only 80 percentas muchas men wnh the same ulle employed by»p ,
the same type of institution (Sandler 1979). While many surveys. have noted discrepancies in salaries, even\_ .
when oontrolllng for institutional type and position, there is still not enough evidence to establish -
conclusively that salary differences result frora discrimination in the labor market (Van Alstyne and Withers -
1977). There does not seem to be sufficient demand for women admlmstrators however tocause msutuuons g

“to increase salaries to be able to attract them.

Y

5. The structure of the jeb Ouurlet in Higher Education limits opportunlﬁes for women in hlgher edueatlon' ’
administration.

- Most colleges and universities have horizontal admlmstrauve structures that assume hlghly developed and

highly specialized functions incorporating many short career ladders (Kanter 1979; Scott 1979). Each area '
has very few positions — or rungs — and it is casy to become dead-ended at the top of the ladder. Itis
extremely difficult toadvancetoa vice presidency from such “director” positions because expectations about -
the appropriate experience and credentials for vice president are different. It is difficult to move across-

ladders into new specialty areas because colleges and universities usually do not offer training and
development programs to make such transfers posslble As a consequence, many administrators in hlgher :

- education are “stuck,” which has implications for job performance and morale but, more |mpoﬁantly.

impedes progress toward improving the status of women adminisirators.
6. Steady state conditions in colleges and universities will jeopardize recent gains for wemen. ;
The current financial conditions and problems of enrollment faced by colleges and universities have an

~ important impact on administrative opportunities for wonien. Colleges and universities-are not hiring new

administrators as rapidly as they did during the 1960s and 1970s, and mobility across institutions has heen
reduced. Only a few highly technical types of positions show evidence of growth in size and importance .
(Scott 1979). Most others have remained stable or have declined. In such conditions, it is difficult for colleges
and universities to make up for past-inadequate representation of women .on administrative staffs, simply: -
because openings are not avallable to hire new people or to advance women to higher positions. s

 STRATEGIES S

A number of strategles can be-used to | lncrease the number of women administrators. Some mvolve
national and regional organizations and activities, others result from institutional practices and programs,
and still others call for individual initiative from women administrators, Substantial progress could result *
from the combmauon of strategies, depending on individual circumstances and institutional needs: To take
advantage of the opportunities requnres commitment zad dedication from institutions and mdmduais

Organizatlons, Associations, and Specixl Programs

-A" number of women’s organizations and women’s councils or caucuses of more broadly based
professlonal associations aim to help both women seeking advancement and insfitutions secking to ldenufy
candldates for ladership positions (Chronicle of Higher Education 9/2/ "'0) . S ;

Project on the Status of Education of Women ~ ' o k

- development programs sponsored by & wide variety of organizatio- 3 and associations. In addition to i
_institute for'college and university administrators and its fellow, program in academic administration (s'

o admlmstrauve positions. “The Washlngton-based program office seeks to zoordinate the activities of the state.
_groups and to encourage other iniatives. ’

= ngher Education Resource Services gHERS)

: Mld Atlanuc opened in 1975 at the Umversny of: Pennsylv.sma. and HERS—West Coast*estabhshed at the.

American Council On Edumtion gACE)

- Founded by the Assoczauon of American Colleges in 1971, the Project providesa liaison between women, N
institutions, the government, and other women ’s organizations. Of particular note are its newsletter and*
topical papers, which cover wmany issues pertalhlng to women, lncludlng status reports on women in lugher

- education administration.

Natnonal Assoelation for Women Deans Adminismtors and Counselci:s (NAWDAC R 5

- Since’| its founding  in l9l6 NAWDAC has been a professlonal orgzization committed to the
strengthening of educatinnal opportunities and sevices for women. The organization sponsors an annual -’
national confesence, regional and drive-in workshops. and internships. It offers a network of 2,000 members
in'50 states, serving women in education through its publications, professional development programs, and :
effons on behalf of women at the nauonal level .

The American Councll on Education sponsors a vanety of programs of parucular lnterest to'ii
administrators in higher education. Among them is the annsal publication ‘of the Guide to Proje:daml
Development Opportunities for Caﬂege and University Adm:inistrators, which lists hundreds of training an '

below), ACE sponsors a program specifically related to women, the Nauonal Identification Program for the' ‘
Advancement. of Women in Higher Education. The Program now operates in 49 states. In each, ‘panels or
committees of senior men and women. in. higher education work to identify and help - place women i

lnmated in l972 at Brown Unwersnty with fundmg from the Ford Foundation, HERS has grcrc'n to
include three distinct reglonal programs: HERS-New. England ‘moved-to \LllesleyCollege in1977; HERS




-University of Utah in. l978 HERS seeks to act as a catalyst in creating an atmosphere where women can
develop technigues and support groups toadvance individually and coliectively i intheir professrons (Jackson’
1979) It fosters collegial relationships and the exchange of ideas. :

-All three regions are concerned with training. and prol'essronal development for women in higher
. education administration, .bui each has developed distinctive program components. HERS-New England
conducts research on women administrators and sponsors training programs throughout the country.
. HERS-Mid-Atlantic sponsors a summer institute (see below), many campus-based programs and
workshops, and project APPLE (Access to Power: Program of Leadership Educatjon), a FIPSE-funded
(Fund for the Improvement of Post Secondary Education) project at the University of Pennsylvania offering
" leadership and management training to coeducational groups of students. HERS-West Coast also offers
seminars and-workshops for women administrators. '

Women's Educational Equity Act Program (WEEAP)

_ WEEAP is afederally funded program employing a variety of intervention strategies to reduce persistent

‘barriers to the advancement of women in a varicty of educational settings, including higher educatron
- .administration. The Program annually awards grants to various educational institutions for projects, many
.of ‘which are.in higher education. In 1977, the- women’s program office awardzd the Educational
Development Center in Newton, Massachusetts. a contract to facilitate the dissemination of its programs
-and products nationwide. The Program has sponsored- Project DELTA {Design for Equity: Leadership,
Training., Attitude), designed as an exportable model for enhancing the entry of women inte, and their
advancement within, leadership and decision-making roles in higher education. The Project cond-icted
workshops and seminars for faculty, administrators, and support personnel, developed a regionai network
- for professional women in higher education, and offered leadership training to teams from colleges and
universities. 1t is based at Wichita State University.

NATIONAL AND REGIONAL ACTIVITIES

" Some institutes, rnternshrps and other training programs, workshops. and conferences have been |

__developed especially-for-wom,en administrators, while others have announced commitments to afﬁtmatrve

action and actively sought the participation of women. Colleges and universities can identify women
employees with leadership potential and encouyage them to participate in such programs. Individuals can *
ask to be sponsored or attend on their own. Most of these programs seek to enhance administrative skills, -
“ general and specific knowledge about higher education, and leadership capacity. '

33

Institutes

Institutes usually last 4 to 6 weeke and are usually residential programs ona college campus. They rnclude

- course work and other expenences that have been especially developed to provtde information about.
administration and the development of skills. They are taught by faculty in edumtron and/or busrness

" Institute for Education Management (IEM) : o v ’ , e

1EM is a 6-week summer program sponsored by the School of Education at Harvard University, which
from the early 1970s has included a number of women administrators. The Harvard program is targeted-for
top-level'administrators and seeks to provide a general examination of leadership needs.in higher education
" as well as specific tocls and technigues curr ently employed in the field. 1t also provrdes an ongoing network
through annual seminars for program graduates

" Institute for Administrative .Advancement.

The Institute for Administrative Advancement, funded by the Carnegie 'Corporation and the Ford
Foundation. is a 6-week program madeled after Harvards 1EM but especially designed for women

administrators. The Institute was originally held at the University of Michigan, but currently it is sponsored
by the University of Wisconsin. Madison. RN

-HERS Summer Institute for Women in Higher Education Administration

. The Institute, initiated in 1976 and operated at Bryn Mawr College, is also patterned on the Harvard
modcl but offered for women administrators. Its purpose is to train professional women for more
‘responsible - administrative positions in higher education. The Summer Institute has trained over 365
professional-women in highier education to prepare them for greater administrative responsrbrlttres that
* require effective and creative usz of existing talent and the acquisition of new skills.

.lnsmute for College and University Administrators of the American Council on Educatlon

The Institute offers a series of annual programs targeted at spectﬁc types of administrators—prasidents,
- .vice presidents for academic affairs, deans, busiriess ofﬁcers. and administrators of student affaits.

Higher Education Management Institute of the- Amencan Councll on Education AHEMI)

HEMI, a nonprofit foundation that becamie a unit of ACE in l979. developed this 3-year management
training program for academic and other administrators in colleges and universities in 1976. The Exxon
Education Foundation. which provided more than $2 million to cover the complete cost of developing the
Uprogram. offered grants on a competitive basis to 40 small institutions. More than 100 colleges and

ities are currentl) using the program. A . 4
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INDIVIDUALS

i+ d strategies can help women achieve hrgh—level administrative positions, no real
¢ to want the positions, be wrlllng to work toacquire the knowledge, credentials,
*.n, and be willing to do the work demanded of such positions. Many argue that
i develop self-confidence and a positive attitude toward success for top-level
must also help other women and act as role models and mentors for other
Hays (1978), Freeman (l977). and Weaver (1978) offer a number of

While many : g
short cuts extst

women have g 5.+ "
administrative pos:. -
adminjstrators and i %
suggestions:

5 - . .. .
oGet formal credentials and experience through degree programs, committee work, etc., to qualify for
administrative positions. ,

e Take part in national tr:ining programs and in institutional programs Put yourself forward and request
institutional sponsorship.

eLlearn as mucl: as posiitle about the broad concerns and administrative aspects of the college or

university. Understand ti ix:dget process. Seek opportunltles to learn and expand experience.
#Spend time analyzing where you are, where you want to be, and how to get there. Be sure there is.no
conflict between the position and your personal needs. Develop positive attitudes toward leadership.
eUse your influence to,help other women.

ASSESSMENTS AND IMPLICATIONS

Although the number of organtzatrons and special programs attests to widespread interest in increasing
the number of women in higher education administratiqn and commitiing organizations to finding -
solutions, few current programs have been evaluated (Stnnj:r 1977; Kanter and Wheatley 1978; Edwards

1979; Jackson 1979). “Internship programs have been found to enhance self<confidence, provide ‘nuts and )

bolts’ education and experience and “intungible political insights, the understanding that comes from ‘being
near the-scat of power in an educational setting™ (Stringer 1977, p.24). The Edwards study shows that a
higher perceniage of women whoattended internship programs reported a positive and concrete impact on
their careers than did wornen who atiraded summer institutes. On the other hand; summer institutes were’
found to be effective, especially by women who were selected for advancement and sponsored by their
institutions and whe could take advantage of networks.

"It is clear that speet&l training programs do not substitute for academic credenttals or usually provide )
" access to entry-level positions, but they seem to. introduce women to broad .issues of administration,

contribute to a sense of professionalidentity, increase vrsrblllty. and provide access to fcmale role models and
lmportant professronal neiworks (Edwards 1979). :

Itis not possrble to assess the value of workshops, conferences, and short programs because they vary wtth
ﬁre individual participants and speerﬁc purposes. They appear, however, to be positively related to carcer

advanoemem and professional self-image for many women administrators (Edward 1979). -
A more fundamental consrderatron is the way women admrmstrators can or should function i in higher

edumtton . S

i °

Many reseorehers suggest that the way for women admrmstrators to achieve success in the admrmstratrve werld is to

cultivate typical “male™ characteristics—aggressivensss, toughness, political know-how, competitive spirit, ability to ..

make quick objecfive decisions without interference from emotions. Others, however, suggest that women should not:
take on the “male™ characteristics but should give a generous transfusion of typical “female™ attributes to the admm-
" istrative world to make it.8 better plaee in which to function (Freeman 1977, p. 22).

Itis impossible to know whiher the status of women in higher education administration can be |mproved
substantially-over the next decade, giveii tlié prospects for higher education as a whole. This situation does
not mean, however, that colleges and universities should not seek to employ and, advance women
administrators or that individual women :should not themselves seek to advanee. We simply must work
harder to improve the status ol' women administrators. '

’
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The ACEI Hl:Ml lnsutute includes five phases dealing with managemenl tasks, processes, ac°wmcs and

[3

skills. HEMI1 supphes consultation, process. materials, training nrocedures .and development manuals

- covering 45 topics, including leadership motivation, planning, decision making, buggeting, markeung. time
management, negotiating, and career planning.

Internships

Administrative internships afford the opponunuy for day-to-day admiaistrative experience either at the
" home campus or at a comparable institition. Cften they provide faculty women the administrative
experience they lack and/or women administrators the experience of working -closely with top-level
administrators on institutional issues and concerns. Two programs Zesigned especially for women

.administrators, one at the Clarcmont‘ Colleges and the other at Cedar Crest College, were funded by the -
Carnegie. Corporation for several years during the 1970s but have since been discontinued. Women ar« -~

encouraged to apply to the ACE Fellows Program in Academic Administration, and several crileges and
- universities have dcveloped in-house internship programs.

ACE has for many years sponsored its' Fellows Program to provide opponunmrs for administrative
experience to faculty members wio might be interested in leadership positionsin higher education. In recent
years, special efforts have be¢n made to include women and minority group members among the fellows.
Selected by national panels, ACE internz usually spend the year working wnh the pres:dem of different host

i ]xnsutuuons and occasionally meet for special seminars and activities.

Workshops and Conferences

Each year brings an increasing number of special workshops and conferences sponsored by a variety of
- professional assocnauons and women's organizations. The programs range from helping individuals write a

resume and prepare for a job interview to state-of-the-art techniques for handling specnal admlnlstrauve _

_ problems in colleges an¢ universities: In some cases, gonferences are offered exclusivel§ for women; in
others, associations have special women’s caucuses and sessions as part of a more broadly based program; in
still others, women are included among other professionals. Of special note is th\Nnnﬁal meeting of the
:American Association of Higher Education (AAHE), which features many presentations on issues affecting
-women in higher education. The AAHE Women's Calucus sponsors a wide varigty of special events at the
annual meeting. Overall, workshops and conferences provide important seurces of information and access
to peer networks for participants. The Chronicle of Higher Education is the best soure of information on
these activities, particularly its: monthly calendar of events, but the ACE Guide o Projesswml Training
‘Progrums is also useful. . ‘}

. lNSTlTl‘JTlONAL PRO SRAMS AND ACTIV!T]ES
A vanety of opponunmes on campus can increase the number of women in admlmstrauve posmons

’ Affirmative Hiring Goals

Colleges and universiti¥s are required to develop affirmative action plans with specific hiring goals in

" various administrative categories. Too often this requirement is viewed as an exercisc rather thanas a guide
to decision making, butqthe plans can be helpful if thzy are taken seriously by every level of administration.
Some institutions have made excellent progress by setting aside certainpositions to be ﬁlled only if sunable
women candldates can be found. . S -

a
~

. Affirmative Recruitment and Selection ~ °

Nearly all colleges and universities now advertisz openings and encourage women and minority group
members to apply. They can take additiconal affirmative steps by taking advantagé of national identification
programs and other sources of information to identify women candidates for administrative positions. They
‘can also actively lnvolve women in recruitment and selecuon cominiitees.

Campus Tuining and Development Progums -

--While many colleges hve tralmng programs for support personnel, only a few have sought to dzvelop-

programs for more advanced administrative personnel. Such programs mlght lnclude internships with the
president or other high-level ad mlnlstrauve officials and could help-increase the ,number of top-level women
admlnlstrators )

s

Acting Positions and Ad Hoc Admnmstnnve Assignments o

Valuable adminisgrative experience and campus visibility can . obtained from service inactingorad hoc -

_ positions. Campus officials can make specnal effortsto appoint *-omen in such posmons Project teams could
be developed as temporary opgrating strugtures to work on specific toplcs of importance to the institution
(Kanter and Wheatley 1978). %e teams should include men and women at senior and junior levels, and the
p}ojects should be of sufficient scope and duration to a!low for formal and informaj training opportunities

" and greater knowledge of institutiona: practices. oo

Qupport Systcms for Women -
Many colleges and universities have recogmzed the importance of support systems and networks for.

" women ‘administrators and have provided incentives such as’release time for faculty and staff clerical

tn:nnrt office space, and other lnsmuuonal resources for their development

ACE

#.cademic Administration
"One Dupont Clrcle N.W.
Washington, D.€.20036
(202) 833-4692

(AAHE) Women’'s Caucus
Faculty Development
Hampton Institute
Hampton, Va. 23668
(804) 727-5705

_Chair: Ruth Swann
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